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WORD: IMPLEMENTING ALTERNATIVE APPROACHES
DEFFUSION OF INSTRUCTIONAL MATERIALS
An Overview/ ’

- SPREADING

Growing . Interest in Diffus on
N\

v, If journal articles, sessions at professional meetings and research

studies are taken as ind1cators the interest in the diffusion of educa- -

4 tional \innovations has grown rapydly during the past five years.l This ,

- 4 increasing attention is penhaps best explained by —a~set of events which
2" occur;ed in the-broader educational scene over the pievious decade.
J Actions of the federal goVernment‘partly account for the ;ising .
' ’interest in diffusion. The National Science Foundation and the\hi S.
Office of‘Education‘made substantial investments in curriculim development

’

projects in the l960 s and early 1970's\, The .next logical step was the
diffusion of those’ 1nnovat10ns Thus USOE and the Ford Foundatlon sup-
ported'prognams to train f1eld agents,2 information’ specialists,3 and

. ’ change agents; people who were prepaged to make change ‘happen. Among>/j

L1
»
‘

other skills, such'pefsbns were taught vo use the storage and retrieval

s rd

) capability of the ERIC centers whlch USOE had established. In 197k,
i

¢ te

) and,, the Dissemination Review Panel were. established The DRP,/which




_of innovations were funded by both the Nationgl Science Foundation and.
: & .. '

. - { , .
‘through Title XI of the National Defense Education Act. Teachers and* .
' .. - : ; .

. B ' . ‘a
meth, new' science, and "new" sodial studies. 'An underlying assumption ) o,

s > . . .
- school costs, declining enrollménts, and declining test "scores all worked

2 e ) ’
i
) ‘ )
o oo '
- . ¥ _‘/ ) oo . s o
specialists. Teacher institutes designed to raise fhe level of awareneseé . *
¢

[ . ; -

LY

adm;Lnlstrators by the hundredsw\en: back to school to' learn sbout "new" .

of all these (activities seemed to be -that if one had invested in the .
. - - . o Nt . Vol

‘developmeht'of curriculum materials then it was réasonable to spend: an

addltlonal amount of money to 1nsure that potential users were ,awa.re of

r ‘ b »
.

those innovations J - R - . ‘ , T
1 As the decade of the }960's drew to a close another set of forces N
which were to>'produce their own imp t on dlffuslon ei‘forts were also

at worlg. Student unrest was widespread. A combinat:.;on of 1ncreas1r:; S

.

: N B
to generate public demends for the schools to be accountable. When "1 . g

ed\Jcation was a“ "bargln" few cargd if it produced results but w1th costs -
rising ‘sharply the publlc demanded to know what it was getting for 1ts

educatlonal dollar. Educators found it 1mportant tgknow if there were 1. u ;.: “
innovations‘whdch\couldﬂheyp them in their "time of need", Thus-potential '
users _joined cu.rr_iculum dew\reiOpers in ;;ress-ing for the wider dissemi‘nati;{on N
of educational innovatipns. "," ' / ' . E L 4

= . \ \ ¢ ‘ .

Spreading the Word: Searching for the Best Solution’, Lo

As the need for the diffuslon of 'mformatlon became inoreasmgly '
A § ' v

appa.rent & (wldef'varletwb/ of diffusion models -was employed. Some diffusion :

. . e
,
.’ . 5 . . . - . ,
, , ; .
.
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people'became advocates of gpecific metgfds while others approached the
task much like a campaign manager, i.e. they ‘tried a Little of every-

thing. What-diffusers tried depended upon & number of things. The very

nature of the innovations themselves called for different diffusion ..

. N . « v r :
strategies. Adopters held widely divergent perceptions of the innovatio

¥

'so that the task of creating awarenesd and generating interest in them

was not always the same. > The fact that different types of deciSion-

‘making processes were requlred in’ ordes for users t? adopt an innovation

also resulted 1nithe use of different,difoSion strategies. Finally, the
4 . T % “ ’

- model to which the change agents subscribed‘influenced the amount and type

‘of diffusion efforts in which they engaged

Thus it is little woneer that no s1ngle "pest”" solution was foqnd
i \ . - . e

to the diffusion dilemma," . /(J A . w

. <. »
- . .

.

ChOOSing a Diffusion Strategy | ' .

The approaches described in the paper being presented here today are

‘some indication of the variety of appr9aches which fan’ be employéd in

bringing about change. Each represents a Ftrategy with speeific advan-

tages and disadvantages depending upon the'situatidn involved. ' Perhaps

this can best. be illustrated b&san*attempt on my part to categorize those

v

change efforts.

The Comparing Lelitical EXperiences Difquion COnferences are an

~excelléht 9xample of the Research Development and Difquion model in ;

LR,

' AN
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o educatlonal change
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.. But, such, act1v1t1es are not ‘without the1r problems“

i develOpers de81gn and test 1nnovatlons while dlffus;on speclalists 9

-~

[y 1

operation '

*

-

The B, D & D model represents an engineering approach to
Developers ‘working in enriched settings draw .upon

research findings to devef'p products des1gned to solve operational _°
T A

problems. In the R, D & D model,,roles are ogten speclalized, i. e ‘s

- - . R
demonstrate and d1ssem1nate the 1nnovat10n N

»

‘As descr1bed earl;er in this paper, the National Sc1ence Foundation

and the- U. S.-Offlce of Education have both 1nvested substantlal amounts
¢
in the R, D & D model. Summer 1nst1tutes and reglonal dlf{usion confer-

ences, such as the CPEoseries, were designed to create awareness of . i

innovatlons in such a manner that potent1al adopter!Lwould glve them a
. N . -

In addltlon, the ERIC ClearlnghouseS'and the reglonal labora—

.

torles for educatlonal research "and development were créated to f£ill out’

—3 -

tr1al

-

N

other parts of the model. There ‘is¢no questlog that thousands of gdopters

first learned Qf educationai tnnovations ‘through such efforts and ‘that

°

those act1V1t1es were;major facfors in theteventual adqptlon of products

developed by the R,f/D projeqts 6~

\ Rs~D & D .diffusion progects share numerous advantages; they tend to

Y well fiﬁanoed they . are oonducted by profe881onals who have very clear
goals andowho know their products, and they are typlcally materigls based

Potentlal,adopters

)

. &

sometimes vlew dlffusers as salespersons for a specific Lnnovatlon, persons

I3

sell” an 1nnovation even if it does hot’ fit the cllent s ‘needs.

~
N “w 7 VoL -

G trying to

-a
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' Because the‘innovations themselves are usual°ly d.evelop'ed in an enriched A

] ‘e -~

~

. setting away- from the. schooIs, they frequently syffer from thé "not

. made here, won't work witb our kids" image. Some potential users’ are

insulted by developers who "tell them what to do” through the uge of W
highly specific teachers guides, etc. ‘ ~ o : t

Because of the MACOS controversy, government efforts in the diffusion’ ~ S <f t

! . - L4
- arena will be cha.riging.7 "But “the.fact remains _that' formalized diffusion

.\ . N . ‘ ¥
' activities across the spectrum from the ERIC Clea.ringhouses to the Na’tional 2 ‘ I
S . . o ¢ ‘
- Diffusion Network will continue to be an effective means of letting users '
know. what is available. ‘ R [

.
.
.

Unlike the highly formalized R, D & D model, the Social Interaction
model (S-I) places the emptéasis upon the informal social networks through
which information flows. Opinion leaders are key ‘actorsgin the S- I modeL

Because of their“credibility among other members of the reference group the .. g,‘
. |

actions of Opinion leaders serve as powerful signals about what innovations are

worthy of adoption. State social studies councils are. often? good exa:mp‘.[es
. a‘a

of gocial 1nt§raction at work Their members are ty-pically highly regarded
opinion leaders _When they speak, explicitly or 1mplic1tly, others listen'

Council networks have the added advantage of terminating in face-to- face
contacts at the local level the point at which credibility is so important. . “,
&
' Thus it is not uncommon for state council leaders to ‘learn of innovations .

through the mere formal R, D & D processes but to then’feed them into the. ’

f P
\ . . . .

L4

[ . &
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more informal networks, of which councils are a part. Because,they are

’ .

B controlled by elected boards and draw a mejority of their membership from
. + the ranks of classroom teachers they are able to avoid the "big brother"

image sometimes associtted with the federally funded R, D & D efforts:-

a

Due to their voluntary nature, théfmembership of state. councils contains ’

! ~ e

" many_netural_leaders of a type referred to by Rogers and Shoemaker aS\ ‘
. A '

"early 'adopters”, i.e., people who are highly fespected localities.8
o ~
Becaﬁse gw;ye high degree of respect which others have forthem, early

- { . i/
. adoptems%‘more than any other category, have the greatest degree of opinion

;leadergh;plln most social systems.
A
\getworks operate in other organizations such as those to which curriculum

Tt should be noted that similar S-T

superv1sors, pr1n01pals and superintendents belong. As Carlson s research

'has demonstrated,‘these networks can also be 1mportant factors 1n the

charige process.9 But regardless of the network involved reference groups

/ . . ' -

'Y and opinion leaders play an importaht role in the diffusion of educational

. . ‘
innovations.

. ¢
Perhaps the single greatest weakness of §-I type activities is their

s - -~ . .
heavy reliance on informal or natural diffusion.

and newsletters are often greatly influenced by.the.intefeste of key S s

Convention programs

i

persons in the, organization.

This ‘haps also aecounts for the tendency

for such organizations to move on to other topics once they have

something.

The pressure to be:"

on the cutting edge" dealing with

one"

"current

topics" often results in a ﬁarade of innovations dealing with things like

,./ o
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+ ethnic education, moral education, career education? glo‘oal education,
‘ete. ?n short, once a topic or innovation has been dealt o%th it is.on
its own to work its ﬁay through the network. Eveﬁ‘so, S-I networks are
an important component of the overall oiffusion process and heip explain

how some"change occurs.10

. The "bogtom—up" approach described in Charles Meyers' paper i
perhaps our best example of the Problem Solver (P- S) model in operation.-

A} e '

Here the»pmmary focus is upon user needs, needs which are served by an \

outside consultant. The diagnosis of client needs is an important

component of the relationship as is the non-directive stance of-the . ‘

consultant, much in the tradition of Carl Rogers. The strengthﬁgf such

. an approach to change stems from the fact that change directly aimed»

at the users' felt needs is likely tb be more long-lasting than change

based upon high powered diffusion efforts or change deslgned to keep-

up with the influencials in the network. The client-centered focus of

) the §\S‘model also typically results 1n a high degree of local commitment

to the change effort, a feeling that éf/ls our’ solution to the problem,

both factors which help to insure the staying power of the 1nnovatiop.
The federally funded teacher centers will apparently be based,

implicitly at least, upon a P-S model since the emphasis will.be almost

entireiy on locally identified needs. In some respects they will act as

~ -

"consultants" to their client school system and yet some will no doubt

employ the periodic services of outside consultants. If the hearings held
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v
i

by U.S.0.E. are any indication much effort {vill_ be devoted to’the local
development of ‘innovations and it remains tc\),'be“xseen Just how much sharing

. Lot . @
occurs between centers. \
. . . ‘ "')'. ,
2 If the P-S model has a 'weaskness it igs in its almost exclusive focus
upon user needs and the local development of solutions. In the first

" T

instance the "felt" needs are not always the "real” needs and it takes a’ .

- t 3

skillful consultant to help make that transition from one to the other in
a non-directive and non-threatening way. In the second instance locally
»developed innovations are often nothing but poorly e cut-and-pastet

jobs, ﬁoor duplicates of the field tested products of the R,. D & D centers.

' [
Perhdps that .accouhts for the,apparent declining interest in the Problem ‘ ‘

Solver model and the increasing interest in the next mo'dgﬂ\o be discussed.
M &
It would be difficult to imagine a better example of a Linkage
Process Model than tha% provided by the Social Science EducationfConsortium.

Appropriately enough the SSEC newsletter is even titled, "The Link". Ronald
' <

- Havelock is one of the primary developers of this mod¢l which emphasizes

. -

. the process whereby users interact with resource systems. As theh_'r’la.me .

implies, the model focuses upon the nature of the-linkage between the two

@

systems,: - .
Unlike the often perceived one-way flow in the R, D & D model the '
N o e . -~ - (. L3
linkage model is characterized by a two-way flow of information. As
C messages flow from the resource system to users the linkage agent t.r«a.nslates

them into the most usable form. When the flow is reversed the language

‘ i
s

v ' %

10.
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: changes through~the tranolation task does not. -Regardless of the'direction
of flow the linkage agentvattempts to protect the integrity of both systems.-
The activitles of the SSEC place it squarely between user and resource -

" systems. Numerous SSEC publications like The Data Book, the Curriculum

—— ~

Materials Analysis System, Specialized b1blfographies, and ’h;nge manuals

e

are designed w1th‘user systems in mind. So also are the workshops and
¢ conSulting services offéred‘by the organization. Facing the other direction,

SSEC interacts with researchers and developers, both components of the
’ "3
resourceesystem »SSEC membership inéludes persons from both systems and

the staff seems to have credibility: with both groups.

K

The stenéth of the linkage approach is also its major weskness.

L 4

»

. .

t / , .
Because linkers are very responsive to both client groups (users "and
resource systems) they are often highly effective In‘some .respects the

” Lankage Process model*takes a broader v1ew than the other models. Because
. \ 4
linkers are not t1ed to specific innovations they are free to range‘across

the spectrum of available options, 4 luxury not .always enjoyed by diffusers
in the R, D& D model. While the Linkage model assumes a network it does

o ' not rely upon it as. the S-I model does Finally the ILinkage Process model

-

does not ‘concentrate solely upon the user, as is the case in the Problem
Solver model,,and is more concerned with promoting reciprocal ‘feedback -

between users and the resource'systems. On the other hang,»linkers attend
e
to all the components of the broader system, 'i.e., developers, networks,

[

and users, and therein lies the strempth of thevlankage Process-model.
. " 3 - «

!’




-~

-

X

<10~

) N h . o ow L.
But as ipdicated earlier, this compréhensiveness is also the greatest

weakness ©of the model

. \ <

; &

\

$ .

It almost goes without saying that 'the key to the Linkage Prpcess

model is the 11nkage agent

s

~

Because such persons stand between two

suth d1stinct systems they sometlmes flnd themselves needed by both but

accepted by neither, a situation wh1ch Havelock has terimed "marginality".
\;;“;s difficult tg\?lnd o train perople who' can speak the languages of
both client systems, who can deal‘w1th a rapldly growlng nnmber of complex
educatlonal ;nnovatlons who have a w1de ,range- of group process skills.

-

In short linkage agents are. difficult to traln as well as sus&ain Even

11

ot

L

SSEC flnds the llnkage role an almost 1mposs1ble one to fung

especially

ot

‘on & pay-as-you-go basis.
f

;—

\

-
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So Where Does That leave, Us? - < o .

. * - .

The papers presented here today represgnt quite Qifferent:approaqhes

LI

to the giffusion of edugational innovations. In tHeir’ own ruf’ each

.

works. Ag/to which is ‘nost effective th; only answer can be, it .depends!”

As indicated ear11er, when selectlng a dlffuslon strategy one must ! tahe

.

into account the nature of the innovation, thehperceptlons pe0p1e“have of

it, how decisions to ad0pt it will be made, and.what assumptlons are made — .

.

- gbaut how change ‘occurs+ In the long run it seems to me that ome form

<

-
-

) ‘*

~

of the Linkage Prqoess approach is Iikely to prove the most adaptable to,

».

. a'wide range of 31tuations The federal government now appedrs wiliing g%

.

-

. . -
J!.il -
- - ) .
’ -
- - . .
i . .
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support an educational equivalent to the county agrlcultu.ral agent, aw

role that has enjoyed remarkable sta.ylng power and versatlllty. ThlS

. is(not to say that R, D & D efforts Wlll cease, that informal networks

o o

Wlll diéeppea:q, or that “Individual process consultants w1ll f.’md ,no

‘a

ollents = Buﬁ,one ca.n predict that the educatn.onal scene will become

increasingly complex meking it more and- more dlffa.cult for educators
1 ’

at the local level to keep-up with their options or to make informal

4 R *’ ., s s \ -

choices from among them. Mearwhile, the R & D efforts of the federal -

gover'nment , foundations and universities are not about to go ‘out bt .

business. In short, "go-betweens" will be needed. 'The problems of
. < ® 1

training and supporting such persons present us with some interesting
! s e .- ] . . ' -
oppori/')ﬁnities, no*.;"to mention an interesting diffusiomwproblem in its

k3

own ‘_{ight .

v
S \ - .
- . -
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